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INTRODUCTION 
This paper begins ~ t h  a brief description of the administrative machinery and 
its role in development. This is followed by a overview of the administrative 
machineiy in Sarawak so that we can proceed to examine the challengedfacing 
the administrative machinery in the right perspective. The structural and 
psychological dimensions of the organisation are discussed and e'xamined for 
possibilities, but no solution is offered; only questions and guidelines to pursue 
the quest for an administrative machinery that is geared towards its role as the 
prime mover of development are discussed. 
ROLE OF THE ADMINISTRATIVE MACHINERY 
The term 'administrative machinery' refers to the  assembly of men and 
resources pooled to achieve a particular purpose. It is characterised by such 
organisational attributes a s  functional specialisation, hierarchy, unity of 
command, formalisation ( rules  and  procedures), span of control, etc. 
Underpinning these attributes are  the value of rationality, economy and 
efficiency. In Government, the  administrative machinery refers to the 
administrative arm of the legislative, judicial and executive branches of the 
government whose role is to serve as  the instrument through which elected 
representatives of the  electorate seek to  translate the  aspirations of their 
constituents into a reality. These aspirations are normally described by the 
generalissed abstract notion of economic growth and modernisation sought for 
the fulfilments of both the individual and the community. The process of 
attaining these goals is the 'development process'. 
In Malaysia, and correspondingly in Sarawak, development is seen as  more 
than just economic growth, but growth that must be accompanied by certain 
desirable values. The values that Malaysians have accepted will contribute 
towards promoting the common good of the Malaysian society. Since 1971, in 
line with the aspirations of the Malaysian society, development planning in 
Sarawak began to give greater emphasis towards accelerating economic growth 
and at  the same time achieving the goal of national unity and social integration 
through the two-pronged approach of the New Economic Policy (NEP), i.e., 
(a) the eradication of poverty, and 
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(b) restructuring of society to reduce and  eventually t o  
eliminate the  identification of race with economic 
activities. 
Subscribing strongly to these twin objectives, t he  Sta te  government 
has drawn up policies and programmes over successive development 
plans to  achieve these goals. Specifically, t he  objectives of Sarawak's 
chapter of the Fifth Malaysia Plan are: 
(a) to stimulate growth of the economy and generate employment 
opportunities; 
(b) to  increase productivity and  income levels of t he  rural  
households, especially the poor; 
(c) to expand the coverage of basic facilities, amenities and services 
to the population with the ultimate aim of narrowing the socio- 
economic disparities between the urban and the rural population. 
Theoretically, the role of the administrative machinery should be mainly 
instrumental. The identification and formulation of goals and policies should 
be the responsibility of the policy making institutions. In practice, however, the 
administrative machinery is involved in policy making because of the skills, 
authority and clientele contact that have been acquired within its vast 
administrative, professional and technical resources. 
ADMINISTRATIVE MACHINERY IN SARAWAK 
In Sarawak, the growth of the government administrative machineiy gathered 
momentum soon after independence. This growth was necessary to accompany 
the tremendous increase in development efforts that was launched to ensure 
that the benefits of growth and modernisation would be shared by all and not 
confined only to those at  the administlative and economic centres of the State. 
As such, greater emphasis was given to lural economic and social development. 
Development expenditure allocation for the 5 years after independence was 
twice the allocation of the preceeding 5 years, i.e., from M$106.2 million for 
1959-63 to M$343.07 miLlion for 1964-68. Since then, development expenditure 
has increased by leaps and bounds. The amount was increased from MS379.7 
million in the First Malaysia Plan (1966- 70) to M$815.66 million in the Second 
Malaysia Plan (1971-75), M$2315.62 million in the Third Malaysia Plan (1976- 
80), M$4891.70 million in the Fourth Malaysia Plan (1981-85) and M$5041.44 
million in the  Fifth Malaysia Plan (1986-90). The increasing expenditure 
allocation is a measure of the intensified development activities over the years- 
In terms of expenditure target achievement, Sarawak has performed reasona- 
bly well. Figures available indicate financial targets achievement as follows: 
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First Malaysia Plan (1966-70) 76% 
Second Malaysia Plan (1971-75) 100% 
Third Malaysia Plan (1976-80) 70% 
Fourth Malaysia Plan (1981-85) 95%* 
(*Federal Government funds only). 
(The figures available on physical target achievement are 93 percent for Second 
Malaysia Plan and 70 percent for Third Malaysia Plan). 
Despite these achievements, Sarawak still lags behind in many areas of devel- 
opment. The State has only a total of 3,457 km. of roads covering on area of 
124,000 sq. km. and of these only 25 percent are bituminised. As at  1985, piped 
water and electricity are available to only 44 percent and 49 percent of occupied 
households respectively. In 1987, the State still faces shoi-tages of 2,537 class- 
rooms, especially a t  the secondaly level. Poverty rateg a t  31.9 percent, is still 
high, although it has been reduced from 56.5 percenerl@ 1976. Literacy rate is 
also considerably lower than the national average. $@ 
These figures indicate that there is much to be done still. 
CHALLENGES OF THE ADMINISTRATIVE MACHINERY 
The task facing the public administrator becomes more challenging each day. 
The result of increased literacy in the population, augmented by the narrowing 
of the communication gap resulting from latest technological developments, has 
and will continue to facilitate the free flow of information. We are becoming 
more exposed to the  influences of ideas and events of the  international 
community. We also have a more informed public who are more conscious of 
their lights as tax payers. The public administrator also finds that he no longer 
holds monopoly over.ideas and decisions with regard to  what is the  best 
interest of the community. The growth of mass media and public interest 
groups as a means to voice public opinions and as an alternative to the hitherto 
unquestionable wisdom of the public administrator is also evident. 
These developments make the administrator's task of meeting the demands for 
development more urgent. The challenge that faces the public administrator is 
how to mobilise the machineiy, man, organisation and resources, a t  his 
disposal, to even greater heights. Many of the  goals adopted by the 
government - spurring econonlic growth, checking inflation, reducing 
unemployment, office automation - not only compete for the same resources 
but also appear to be in conflict with one another. The task is one of 
reconciling the long term goals with that of the shoit term needs of the society, 
satisfying the conflicting yet legitimate aspirations of the different interest 
groups. We are faced with multiple clienteles with multiple needs. It can 
also be seen as the task of reconciling efficiency with effectiveness, of 
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obtaining maximum benefits from limited resources and the  delivery of the 
public goods within the shortest possible time. 
One of the biggest challenges confronting the administrative machinely is the 
task of narrowing the gap between policy formulation and implementation. 
Actual implementation of government policies and programmes take place at a 
level far  removed from where they a r e  formulated.  As a result,  
communications about the differences in the local conditions can be lost as they 
travel up the various levels of bureaucratic hierarchy and the resultant policies 
and programmes tend to lose direction and energy where i t  counts most. 
Policies are either misunderstood or there is an  absence of goal congruence 
between the various levels of government. 
This gap can partly be attributed to the  underlying values of economy and 1 efficiency, the result of which has been a tendency for greater emphasis on , 
central planning and control, but without similar attention to the execution 
levels of projects and the  role of planning a t  t h e  implementation level. 
Planning is mostly seen as a staff function attached closely to the top decision- 
making structure of the machinery. As a result, while economic planning is 
undertaken by trained economists, administrative planning is relegated to the 
background. The result is planning without effective implementation. 
The public bureaucracy is ever increasing in size - both in terms of the re- 
sources at its disposal and its influence on the everyday life of the citizens. In 
1987, the Federal government's operating expenditure amounted to M$20.1 
billion and its net development expenditure for the same period amounted to 
M$4.9 billion. In terms of manpower, the public sector employs an estimated 
860,000 persons. In Sarawak, the 1984 Manpower Survey indicated that the 
public sector employed close to 67,000 employees. This works to 1 government 
employee for every 22 persons. In 1985, t h e  State government incurred an 
operating expenditure of M$716.86 rnilIion, of which M$344.37 million or 48 
percent went into personnel emoluments and allowances. In view of the vast 
amount of public resources expanded, the public bureaucracy is subject to close 
scrutinity and held accountable to vaiious palties from within and without. 
While the emphasis on public accountability is a desirable feature, it  has also 
contributed to the proliferation of rules, regulations and procedures which 
inadvertantly lead to  double checking, reference t o  higher authority, etc. 
Administration becomes procedural, resulting in delays, red-tape and a general 
sense of lethargy and ineptitude. The larger the public resources expanded, the 
greater the demand for public accountability. 
It would appear that the ideals of economy, efficiency and public accountability, 
while being desirable, have also contributed to making the administrative 
machinery insensitive to the interest of the constituent that it is to serve. To 
bring greater justice to the people, there is a need t o  create a more 'people- 
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centred' administrative machinery, to give greater emphasis on speed and 
effectiveness. 
STRATEGY FOR DECENTRALISATION AND DECENTRALIED 
DECISION-MAKING 
The question of creating a balance between centralisation and decentralisation 
of decision-making is a very difficult issue to resolve. We must know what to 
control, why, by whom, to whom, and when. In our context, it is usually 
between central agencies and the ministries, between the ministries and state 
and regional departments, and between the  regional departments to  the  
districts and those on the  ground. However, certain parties with vested 
interests may be reluctant to part with certain authority which is jealously 
guarded (this is often seen in instances involving central agencies and those on 
the ground). It may be so due to the fact that the lines have not been drawn 
clearly between what should be within the  control of central agencies, of 
ministries or of implementors. When this happens, implementation of pro- 
grammes on the ground is seriously impaired due to time-consuming, energy- 
wasting and patience-exhausting checks and counter-checks, back and forth 
between the central agencies, operating agencies and those on the ground. 
Decentrdisation is thought of as a means to spiritual enrichment and growth of 
the individual both as worker and citizen. In cases of projects implemented 
under the  so called 'people-centred' development, the  consistency and 
aggressiveness of implementation should be maintained and for this, authority 
and capacity should be dispersed to spatial locations. Where possible owner- 
ship of projects can also be transferred or owned by citizen groups. Projects 
and programmes should not be seen as 'official' projects formulated from afar. 
Where possible local participation must be encouraged in the project 
identification, planning and implementation. Administrators must maintain a 
close contact with the local socio-political structures, and where necessary 
foster the growth of representative structures, so that  energies within these 
structures can be harnessed for t h e  successful identification and 
implementation of government plans. 
In Sarawak, the challenge of development planning is in the ability to reconcile 
national planning with that of State and local planning. It is not uncommon to 
hear of complains about inadequate coordination giving rise to lack of integra- 
tion in the planning process. While rigorous attempts at  integrated planning 
are made during the initial preparation of the five-years development plans, it 
is the subsequent additions and modifications that throw the original plan into 
disarray. There is a need for planners a t  both the State and Federal level to 
seriously address this issue. The Japanese experience in coordinating sub- 
national development is worth looking into. A special legislative act called 
'Regional Development Promotion Act' was promulgated for each of the ten 
regions in the countiy. Based on this Act, a 'Regional Development Promotion 
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Plan' was prepared, setting out broad policies, strategies and programmes for 
the region. This plan, sanctioned by the Cabinet Council, provides the basis for 
all future activities in the region and the task of planning and coordinating 
development activities within the region is very much facilitated. 
RESOLVING IMPLEMENTATION CONFLICTS 
While a strong planning capacity is the  foundation of the  administrative 
machinery, its implemen.tation capacity will ultimately determine its ability to 
deliver. Development planning would remain an academic exercise if the fruits 
of such planning are not realised through an effective implementation system. 
The main problem confronting implementors is the coordination of the various 
parties involved in the implementation of development programmes. Project 
delays are often due to conflicting priorities resulting from the conflicting 
objectives mentioned earlier. There  i s  a need for regular review and 
intervention by the administrative leadership so that solutions to these conflicts 
may be found speedily and,  if need be, priori t ies reconsidered. What  
mechanism exists for this review and resolutions? This mechanism must be 
equipped with sufficient administrative clout to  ensure implementation of 
resolutions. 
MATRIX ORGANISA'lrION 
The creation of more matrix-type implementation structures like .the IADPs of 
Samarahan and Kalaka-Saribas should be looked into. Matrix organisations 
are useful because of the advantages that  have been claimed. These 
advantages are: 
- efficient use of resources, 
- flexibility under conditions of change and uncei-tainty, 
- technical excellence, 
- ability to balance conflicting objectives, 
- freeing management for long range planning, 
- improving motivation and commitment, and 
- giving oppol-tunities for personal development. 
However, we must be aware of the  matrix concept which can intensify the 
defensive and hostile attitude between managers. Also there can be difficulties 
in creating a balance between authority of project heads and functional manag- 
ers. A matrix organisation can be a stressful place to work in, which again 
could mean insecurity and conflict. The future direction would be to define 
clearly.the key roles of the matrix organisation concept and to develop the 
approach to inaking the matrix system work a s  the  most effective means to 
overcome red-tape in the bureaucracy. 
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INFORMATION TECHNOLOGY 
One of the most crucial elements in managing an efficient and effective ma- 
chinery is the ability to have the light information to facilitate decision making. 
It is not an exaggeration to say that the administrative machinery has a pen- 
chant for collecting and accumulating data. Sometimes the mind boggles at  
the massiveness of the data assembled before us and the process of sorting 
them out becomes equally confounding. It is not uncommon for this wealth of 
data to be underutilised and stored in our administrative backyard. It 
frustrates the modern manager to have acquired the skills of modern 
management and yet finds himself confronted with the lack of the right 
information to apply these skills. There is a need to structure and develop an 
information retrieval system where only relevant and up-to-date information is 
drawn out and presented to address specific applications. 
The advent of computer technology today has opened new frontiers in 
information processing previously inconcievable by man. The ability to store 
massive data economically and yet retrieve them quickly, even from across 
great geographical distance, offers broad range of possibilities previously 
unknown to the  modern manager. We too have to prepare ourselves to 
harness the power of this new resource. Gone are the days when a manager 
can survive without having some knowledge of computers or computer literacy. 
One of the  main strategies for the  future is to develop a manager who is 
conversant in management information system. 
The common habit in the past is for top and middle management to leave 
evelything in development of MIS in the hand of EDP professionals. There is a 
correlation between top executive management and success in MIS where the 
owner, that is top management level, has direct involvement. The EDP per- 
sonnel will never own the objectives of the department. Leaving everything to 
the EDP professional is like passing the buck. 
The degree of involvement of top management in developing computer-aided 
MIS will have to be thought out. Their degree of involvement should be 
realistic but they should not leave their decisions-making function to EDP 
professionals. In the first instance, the top management must be involved in 
specifying user requirements, meaning what the user (that is top management) 
would need in order to make certain decisions. To generate informtion for 
specific decisions, top and senior management should be involved in drawing 
up user requirement specifications. This is a requisite to management in the 
future. There is no way for a top management to understand the computer 
document under the name of MIS if he has not thought about it together with 
the EDP personnel in the first place. 
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INSTITUTIONALISING CHANGE 
Strategies, systems and procedures must be constantly reviewed to ensure that 
they are geared towards the attainment of the organisations's objectives. They 
are time and situation specific. They are not sacrosanct nor can we afford to 
form sentimental attachment to them. They are there to accomplish a specific 
purpose and must be disbanded once that purpose has been served. Failure to 
do so will result in a self-imposed administrative strait-jacket that selves only 
to obstruct progressive change. There is an alternative to evely course of 
action. What is the cost-benefit of each? Does the cost of central purchasing 
out-weighs its benefits? 
This process of continuous review and renewal cannot be left to chance nor can 
it be allowed to run around in frantic chaos. It is a deliberate process that must 
be organised and institutionalised. It involves a commitment from top 
management to set the pace and lead the way for administrative reform. All 
too often, reforms never materialise because of the lack of perseverance and 
the will to change. Administrative change is a never ending battle, unless we 
can be contented with the status quo. ~thelwise ,  management must be pre- 
pared to open itself to a system of critical appraisal through Management 
Audit. 
CULTURAL-PSYCHOLOGICAL CHANGE 
The change in the structure and work systems must also be accompanied by a 
change in the hearts and minds of those affected by these changes. In the past, 
there has been a tendency to give emphasis only to structural change. An over- 
dependence on structural approach tends to render the organisation insensitive 
to the changing environment that is inherent in the development process. The 
prerequisite is for an efficient and effective administrative machinely that is 
run by a corp of dynamic, motivated and innovative administrators who are 
responsive to the needs of the constituents they serve. 
CORPORATE IMAGE 
The bureaucracy has often been perceived as being big, slow, insensitive and 
unresponsive. At worst times, we are accused of being rude and un-civil. 
These negative images tend to become indelible in our minds and they end up 
governing the way we behave and perform. They become a demoralising and 
demotivating factor in our quest for a more efficient and effective public 
service. This is not to say that the brickbats hurled a t  the public sector are 
unjustified but that the excellent work it has done is usually forgotten in the 
eagerness to chastise the public sector for its failings. We must rid ourselves of 
this negative stereotype image. 
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We must be more responsive to the needs of our clients. There is a need to 
improve the manner in which we deal with our.clients so that  they have 
confidence in us. An effective means to achieve this aim is to improve the 
services we render directly to members of the general public. Departments 
dealing with members of the  public should gear their resources towards 
upgrading the services they provide so as to  improve the image of the 
administrative machinery. An example of such improvements could be a t  the 
service counters. Could our counter clerks be more polite? Could we make the 
environment a t  the service counters a more pleasant place to visit? Is our 
opening hours suitable to our clients? 
An effective and efficient delively system at the counter will go a long way to 
instill confidence in the administrative machinery. A negative experience, on 
the other hand, will invalidate all the hard work put in a t  the backroom. The 
way we deal with letters received from members of the public can also be an 
avenue to improve our services. They should be dealt with promptly or the 
writers kept informed of the progress. They should not be kept in the dark. 
LEADERSHIP 
Leadership is the hallmark of a good manager and good leadership can make 
the difference in a n  organisation. Managers who will be able to face the 
challenges of creating a more dynamic and responsive administrative 
machinery are those who are strategic planners, and-who have a vision and a 
clear set of goals. They are the managers who are innovative without being 
chaotic. They are not afraid of change but see change as an opportunity for 
growth. They are managers who are farsighted and have a macro-orientation, 
who can think in terms of the nation's interest and not that  of the parochial 
small groups. Leaders who practice what they preach can undoubtedly moti- 
vate their s t .  to greater heights. 
MANAGERS OF CHANGE 
Development is an agenda for change and managers in the public service must 
be Change Managers. We cannot afford clock-watchers and pen-pushers who 
will choose to avoid change and take to the well-trodden path, however worn it 
may be. These are the managers who will stick closely to procedures and 
regulations even when they are out-dated and no longer appropriate. We need 
to psychologically gear ourselves not only to accept but to promote change. 
When we join the public service, we become a part of the machinery for change. 
Some leaders are born, but most leaders are trained. We should embark on a 
programme to make leaders out of the managers in the civil service. It is noted 
that for several years now, the State Training Branch has been conducting 
intensive management training courses in collaboration with the Asian 
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Institute of Management. This training, I am sure,  will provide a strong 
foundation for bringing up good leaders. Foundations are meant to be built 
upon not just laid, otherwise weeds will take roots and the rot sets in. 
VISION 
The change that we seek must be guided by a vision. A vision is impol-tant for 
it serves as a beacon in the turbulent sea of change. A clear vision of the future 
enables the  charting of the  present course. For this vision to be jointly 
pursued, it must be shared. Without a shared vision, th,e organisation will be 
confronted with a multiplicity of directions, each equally sound and legitimate. 
The pursuit of these multiple but incohesive goals will not only be counter- 
productive but also causes conflicts in the organisation. A shared vision is not 
only a common destiny but also the common motivator. 
VALUE SYSTEM 
A vision needs to be supported by a strong corporate culture that is dedicated 
towards the achievement of this vision, i.e. a culture that will also sustain itself 
in the quest to make this vision a reality. This culture is one that is not adverse 
to change but sees change as an oppor-tunity for growth and not as a threat to 
t h e  s t a tus  quo. Creativity and innovation a r e  fostered so t h a t  better  
alternatives may be found. It is also a culture that  encourages pride in a job 
well done. It is a culture of Excellence - to do better tomorrow what we do 
today. It emobides the positive values which all levels of the organisation can 
identify with and which will foster positive attitudes towards change. Once 
internalised, these values can serve as  a very strong motivating factor to  
sustain the quest for administrative excellence. Konosuke Matsushita sets this 
code for his employees: 
- spirit of serliice through industiy, 
- spirit of fairness, 
- spirit of harmony and cooperation, 
- spirit of striving for progress, 
- spirit of caul-tesy and humility, 
- spirit of accord with natural laws, 
- spirit of gratitude. 
IBM employees are taught three basic beliefs of the organisation: 
- Have respect for the individual. 
- Give the best customer seivice. 
- IBM expects and demands superior pel-formance from its people in 
whatever they do. 
Administrative Mechinery 287 
While vision gives the organisation direction and a destiny, a strong corporate 
culture serves as a glue to hold it together in times of uncertainty. It gives a 
clear guidance to members of the organisation as to what is expected of them 
and how they should behave. 
Is there a shared vision of the future amongst us? What is the present culture 
of the civil service in Sarawak? Do we internalise the spirit of "Service That 
Cares", "Hidup Selalu Berkhidmat" and "Berkhidmat Untuk Negara"? Are they 
sufficient to sustain the drive for administrative excellence? 
PRODUCTIVITY 
Besides corporate culture, productivity is also a strong motivator. Productivity 
requires that we continuously examine to see if we can produce more (or less) 
with what we have. The squeeze on resources available to the Government has 
never been more felt than in the last few years. The attitude of not doing more 
unless additional resources are available cannot be entertained. The question 
should be, can we deliver our services with less? Can we deliver it better? How 
do we instill productivity consciousness in the Civil Sei-vice? 
Discipline and effective time management can go a long way towards 
productivity. We all have the same 24 hours, how is it that some can get more 
out of i t  than others? White-collar productivity is a difficult area but  
nonetheless an important one. An attempt must be made a t  using it as the 
bottomline for public sector performance. An effective measure of public sector 
productivity will help to identify the lean and the fat of the administrative 
machinery and will facilititate actions to redistribute resources in the public 
sector. 
CONCLUSION 
The issues mentioned above are limited and inadequate to truely address the 
issues confronting the administrative machineiy. However, I believe that the 
challenge to improving the administrative machineiy must strike at  the very 
core of the system. It is people that bring about change, not organisation. It is 
true that the public sector operates under different constraints from the private 
sector. This only means that the avenues to pursue excellence may not be the 
same. It does not mean that they do not exist. For the Civil Service, this drive 
for excellence must come from within as there is little or no threat from with- 
out. Innovation and creativity know no bound, they only require a vision and a 
willingness to change. 
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